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DCI/IC 74-0958
19 February 19674

MEMORANDUM FOR: Director of Central Intelligence

SUBJECT: Declassification of Some of Your
Murphy Commission Testimony

1. Subsequent to your appearance before the Murphy Commission,
on 19 November, the Commission staff requested that we review the
transcript of your remarks and differentiate for them the classified
and unclassified portions. For your information, they have taken
this same approach with most of the witnesses who have made refer-
ence to classified information in their testimony.

2. The transcript which appears in the attached notebook has
been reviewed by the DDI, the DDO, the DDSET, the General Counsel,
and by me. We have underlined in red all portions which are classi-
fied, except for a few points which are now treated within the
Agency as classified but which you may now wish to treat as un-

classified. The particular portions to which I draw your attention
are: '

a. On page 9, the first full paragraph beginning
with "That was a way of expressing the charge of conducting
espionage..." Is there today a good reason to deny that
the US has a mechanism for directing the conduct of espionage?

b. On page 14, the first full paragraph on the page.

25X1A

c. On page 57, beginning in the first paragraph with
"This, of course, is why we got into the war in Laos..." and
carrying through the middle of page 58; then picking up again
after certain deletions on page 58 with the paragraph '"When
the cease fire was arranged last January..." and carrying
to Mr. Murphy's first question on page 59. This section
describes how CIA got into the Laos war, etc. Can some or
all of this go into the open record to begin to set matters
straight?

State Dept. review completed. Referral to NSC not required.
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d. On page 101, the paragraph about mid-page which
begins "What heppened in 1959 was that a General in the
Cambodian Army..." through page 102 as marked. This is
the story of why Sihanouk thinks we tried to overthrow
hin in 1959, and it geems that this would be a good story
to have out in the open.

3. The Commission does not now intend to publish a sanitized
tramscript, although they may want to publish an unclassified
summary of your testimony. Thus, they will need guidance from us
about which portions of your briefing they may use, After I ro-
celve your guidance on these few cutstanding peints, T will mark
their copy of the transcript to match yours.

4, For your information, the Comission is developing a
follow-up study plan which the staff members will pursue., 1 know
that one area on which they would like a clearer fix is covert
action. _

5. 1 recomsend that you sign the attached letter to
Ambassador Murphy, transmitting the sanitized text. I will
carry it to the Comaission when I go to mark their transcript.

I
DCI/IC/CS
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An Open Invitation for Ghange

As WwE have pointed out on other occasions, a new
Commission has been established by Congress **which
will submit findings and recommendations to provide
a more effective system for the formulation and
implementation of the Nation's foreign policy.” The
three Yoreign Aflairs Agencies.-themselves have been
studied almost unceasingly. The Herter Commission,
the Wriston Commission, AFSA's “Toward a Modern
Diplomacy,” the Department’s “‘Diplomacy for the
70s,” and innumerable academic studies have sought
to determine what is wrong with the three Forcign
Affairs Agencies, and what should be done about it.

Unlike all of these carlier studies, the new Commis-
sion, with the unwieldy title of “*Commission on the
Organization of the Government for the Conduct of
Foreign Policy,”” has a far broader mandate than just
Foreign Affairs Agencies. The Commission is c¢m-
powered to “study and investigate the organization,
methods of operation and powers of the departmcuots,
agencies, independent establishments and instrumen-
talitics of the United States Government participating
in the formulation and implementation of United States
foreign policy.”

The Commission, generally referred to as the
“Murphy . Commission” in honor of its Chairman,
Ambassador Robert Murphy, will not simply confinc
its=If 10 the three Agencics or even the Executive
Branch. While it wili investigate such questions as the
role of the intelligence community, the Defense Depart-
ment, the NSC staft, and the domestic agencies, the
Commission will be the first to investigate the role of
Congress and Congressional-Executive Branch interac-
tion. Equally important, the Commission will Jook at
the broad challenges facing American diplomacy in the
coming decades, and the implications for the future con-
duct of foreign policy, and will even look into the policy
process itself. Im short, this is the first commission
given sufficient power, a sufficiently broad mandate,
and an intellectually penetrating and challenging
approach to make a full scalé investigation of the prob-
lems of formulating and implementing foreign policy.

The Commissioners and the Commission staff have
made clear that they are intercsted in obtaining the
views of AFSA as the professional organization of
Foreign Service personnel. We belicve the Association
is in a unique position to assist the: Commission, and

we have alrcady been in touch with the Commission”

staff and will continue to be in the course of this year.

The Association will formally testify before the Com-
- mission some time this year. Already, the AFSA Com-
mittee on Professionalism, headed by Brandon Grove,
Jr., has begun to prepare AFSA’s testimony. At the
same time, an AFSA group in AlD, headed by Walter
Furst, is looking into the specific qucstion of the future
of bilateral assistance and its role in American foreign
policy, and of the future of AID. The USIA Advisory
Commitice has similarly estublished a group, the USIA
Professional Interests Committce chaired by Al
2 . FoRreioN Strvice JourNaL, January, 1974
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Perlman, a former A¥FSA Board member, to make a

careful study of the role of information and culture in-

foreign policy anu the future of USIA, and to prepare
recommencations for AFSA’s and the Commission’s
consideration.

We already have some idea of the basic lines of what
we will discuss with the Commission. We intend to give
the Commission our best thinking—hopefully as good
as any work done outside the-Service to date—on the
kinds of problems which will face American diplomacy
in the next 20 years, and the kind of organization of
the government necessary to carry out thosc tasks, We
intend to investigate and discuss the nature of the policy
formulation and policy implementation process, and the
steps which can be taken to improve that process. We
may discuss the role of Congress and Congressional-
Executive relations, We will naturally discuss bureau-
cratic and organizational problems (such as the exces-
sively parochial and client-oriented approaches of some

“agencics, or the unnecessary proliferation of non-

Foreign Service personnel overseas, ctc.), but we do
not believe we should concentrate much of our efforts
on internal organizational changes in the three Foreign
Affairs Agencies, as that has been alrcady over-studied.
And with the possible exception of A1, we certainly
do not intend to place any emphasis on the need for
changes in allowanccs or personnel nolicizs—we are
changing those now through the negotiations with the
three Agencies. In short, we intend 1o take a broad
look at the kinds of concerns facing the Commission,
and not just comment on matters of parochial interest..

No final decision has been made on any of these
points, and we have only now begun to work on the
details of our suggestions. One real probiem facing the
Association will be our recommendations on the future
relationships among ' the three Foreign
Agencies. Should ATD and USIA retain their present
sfatus as separate agencics with a substantial degrec
of autonomy? Should they instead remain as separate
agencies, but be brought far closer under the overall
guidance of the Secretary? Or is this the right time for
the threc Agencies to be amalgamated tcgether and,
if so, how? What AFSA says on this isstie may be of
critical importance to the future of the Foreign Affairs
Agencics.

The existence of this Commission has presented
foreign affairs professionals with a unique ¢pportunity
to help shape our own destiny. What is nceded now
is a massive creative effort on our part to provide the
Commission with our best collective thinking on all
aspects of its mandate, We strongly encourage you to
take a few moments and give some thought to the
general problems facing the United States Government
in foreign affairs, how we go about formulating and
implementing foreign policy, how the government (not
just the Executive Branch) should be organized to carry
out this function, and submit to us your analysis, iden-
tification of problems, or recommendations concerning
any aspect of the Commission’s activities. If we as pro-
fessionals give this subject the urgent attention it
deserves, we are confident it wxll have a profound
lmpact in coming years.
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| " FOR THE CONDUCT OF FOREIGN POLICY

2025 M STREET, N.W.
WASHINGTON, D.C, 20506

THE COMMISSION'S STUDIES PROGRAM

The document
avthorized by the

That Program
deliberations ang
issues or revised

attached describes the Study Program
Commission on March 25, 1974.

should evolve as the Commission's
the resecarch itself suggest new
priorities. Pending such revisions,

however, the studies to be undertaken by the Commission
are those outlined here.

March 26, 1974

Petek L. Szanton’
Research Director
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FOR vHE CONDUCT OF FOREIGN POLICY
2025 M STREET, N.W.
WASHINGTON, D.C. 20506

March 26, 1974

THE COMMISSION'S STUDIES PROGRAM

The purpose of the Commission on the Organization of
the Government for the Conduct of Foreign Policy, as set
forth in its authorizing legislation, is "to submit findings
and recommendations‘to provide a more effective system for
the formulation and implementation of the nation's foreign
policy." The statute makes plain that those recommendations
should apply not only to the full range of Executive Branch
agencies concerned with foreign affairs, but to means of
improving the ability of the Congress to cafry out its own
responsibilities in foreign affairs.

The Commission is responding to that mandéte in several
ways. It is taking testimony from current and former
executives of agencies concerned with foreign policy, and
from critics and ébserveré of those agencies. It has under—
taken a systematic canvassing of the attitudes and.desires
of members of Congress and will pursue these in future

hearings. It may sponsor a number of conferences and seminars.

Finally, it is commissioning a number of special studies.

This paper outlines the scope, content and timing of those

studies.

"Approved For Release 2002/11/22 : CIA-RDP80M01133A001000060015-6
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Several introdnctory comments may be useful.

First, the purpose of all of the Commission's activi-
ties is to make clear how foreign policymaking might be
improved through changes in organization; it is not to examine
the substance of policy. Accordingly, the purpose of the
research program is to provide the Commission with a factual
basis for determining where current organizational perfor-
mance -- especially within the Executive Branch -- is most
in need of improvement; what kinds of organization change
scem likely to prove most beneficial; and how such changes
might effectively be introduced.

Second, in this document as in the Commission's work
generally, the words "organizatiqn," "foreign," and
"policy" are all used broadly. "Organization" i1efers to
fhe procedures, personnel and resources‘applied to the
determination and management of policy, as well as to relative
responsibilities of the various governmental entitics
involved. "Foreign" policy is understood to involve the
whole range of issues which may substantially affect the
relation of the U.S. to other countrieé, whether they also
have major domestic implications or not. And "policy" is
taken to mean that range of functions which includes analysis
of the external world and of U.S. intérests with respect to
it; consideration of alternative courses of action, deter-
minatioh 6f actions to be taken: carrying out of those

actions, and assessment of the consequences.

" “Approved For Release 2002/11/22 : CIA-RDP80M01133A001000060015-6 . . .. . .
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Third, the Commission has no interest in original
research for its own sake. On many of the subjects
discussed below, Subétantial work has already been done.
The Commission intends to utilize such work and to perform
only such original research as may be necessary to address

~its specific concerns.

THE STUDIES

PHASE I: PREPARATORY PAPERS

The studies will proceed in three partially overlapping
phases. The first, a short preparatory stage which began
in December 1973, involves the preparation of a set of brief
papers intended to give the subsequent studies a :common hase
and focus. None of these papers will be taken as final state-
ments; those which deal with problems to be addressed in
.the Commission's final report will be revised in the light
of the conclusions of later studies. Most of the papers
of Phase I will be prepared by the Commission's own staff,
and completed by April 1974. Phase I studies include the

following:

A. The Utility and Limits of an Organizational Approqgﬁ

It is sometimes asserted that what matters in policy-
making is the people involved, not the organizational frame-

work. The more plausible form of this assertion is that,

‘Approved For Release 2002/11/22 : CIA-RDP80M01133A001000060015-6 - -~~~ -
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while organizational setting does affect the information
received by decisionmakexs, the alternatives presented to

- them, the values they take as paramount and the consti-
tuencies to which they respond, organizations, nonetheless,
should be designed to fit the operating styles of their key
individuals, and not vice versa.

Similarly, the argument is made that organizations cannot
be designed without reference to thé dominant concerng of
policy. The management of U.S. interactions with great-power
antagonists, for example, is probably best entrusted to
organizational arrangements quite different than those best
adapted to matching the economies of the non-
comﬁunist states, or than those appropriate to addressing
problems of wbrld population, food, and natural resources.

How, then, can this Commission realistically fulfill
its charter? What kinds and degrees of organizational
change can it realistically propose in the absence of know-
ledge about either future U.S. political leadership or
of the dominant policy concerns in the period following
the Commission's report? This study will address that issue.
It will attempt to distinguish tybes of organizational
problems for which a single recommendation may be appropriaté
from others where alternative proposals may be more useful,

and still others as to which it-may be appropriate only to

Approved For Release 2002/11/22 : CIA-RDP80M01133A001000060015-6 -~ -~ =~ -~
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specify the criteria which any organizational arrangement
should meet. It will also explore the extent to which
various components of a foreign-policymaking system might
be designed asymmetrically, with differing organizations
or levels of organization oriented towafd different major

concerns.

B. The Problems Commonly Cited

The organizations and personnel engaged in the conduct
of U.S. foreign policy have been often analyzed and many
asserted adequacies identified. To provide a rough check-
list of issues to be considered in later studies, this
paper will briefly review the major criticisms now most

commnnly made of performance in particular substantive

areas (e.g., economic, cultural); funcﬁiggg (planning,
implementation, etc.); resources (budgets, personnel);

and the like.

C. The Future Environment

To supplement the analysis of criticisms now made of
foreign affairs organization, this paper will ideﬁtify and
discuss pléﬁsible current predictions about the environment
"in which U.S. foreign policy will operate over the next
decade. It will not seek to predict a particular future,
but rather to suggest the major. alternative future environ-

ments which important current developments may foreshadow,

'Approved For Release 2002/11/22 : CIA-RDP80M01133A0010000600156 =~ =~ =~~~ =777~
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the kinds of policy problems which may prove paramount in
such environments, and the particular functions, resources,
and organizational arrangements which might be most severely

taxed in such circumstances.

D. Lessons of Prior Studies

This paper will summarize the issues addressed and the
recommendations made in ecach of the major studies on foreign
affairs organization conducted since 1945. It will also
analyze the comparative impact of those studies and seek to
identify the various factors -- intellectual, political,
bureaﬁcratic —-=- which determined their degrees of success.
Its purpose is threefold: +to supplement study I.B, above,
by.identifying prior kinds of dissatisfaction with the
organization of the government with the conduct of foreign
policy; to prepare for study II.A, below, by identifying
major previous changeé in organization for the conduct of
foreign policy; and to increase understanding of the ways
in which the present Commissior might conduct its activities
and cast its report so as to enlarge the chances of its .

having a useful effect.

E. Characteristics of an Effective Foreign Policy System

The mandate of the Commission, to recommend "a more
effective system" for the conduct of the nation's foreign

policy, does not specify the characteristics which such a

Approved For Release 2002/11/22 : CIA-RDP80M01133A001000060015-6 T
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system should possess. This paper will provide a first
attempt to identify those characteristics.* Its purpose
is to establish a set of criteria against which the per-
formance of both current organizational. forms and of

alternatives to them can be measured.

' Alternative Models of Organization

To help focus the conclusions of later studies, this
paper will detail several alternative models of organiza-
tion of the Executive Branch for the conduct of foreign
policy,** together with several models of Congressional
organization. Later studies will consider how each of
these  alternative structures might perform in dealing
with the particuiar policy issues they address, and explore
the possible relation of Executive and Congressional models.
Subsequent studies will also be free, however, to specify
such other models or elements of models as they deem

useful.

*Examples: That such a system provide a coherent
conception of U.S. objectives; that it present decisionmakers
with realistic alternatives; that it ensure that "policy™"
actually controls operations, etc.

**Examples: a "Strong-State" system; White House-Centered;
Decentralized. '

Approved For Release 2002/11/22 : CIA-RDP80W01133A001000060015:6
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G. ‘Comparable Patterns of Other Governments

This study will briefly examine aspects of the
organization for the conduct of foreign policy of a limited
number of foreign governments. Attention will be directed
only to apparently successful arrangements which seem
applicablé to U.S. conditions. Examples are the British
personnel and commercial functions reformed as a result
éf the Plowden and Duncan reports, the recently reorganized
Foreign Office of the Federal Republic of Germany, and
the I'rench administration of overseas cultural and economic

assistance programs.
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PHASE II: SUBSTANTIVE STUDIES

Phase II, émbodying the major portion of the Commis-
sion's research, will begin in April 1974 and be substan-

tially completed by December 1974. Some Phase IT studies

‘will be performed by the Commission's staff, others by

consulting scholars. The studies are outlined tentatively
here; full specification of their coverage, approach and
level of detail awaits completion of discussions with their

prospective authors.

A. The Effectiveness of Organizational Change

There exists no formula which accurately predicts
the full effects of changes in complex organizations.
One recason why the propusals made in many prior studies
had little impact is that reasonable personé could
reasonably disagree as to what their actual conseguences
would be. 1In order to improve the ability of fhis
Commission to make recommendations whose real impact can
be more confidently predicted, several studies of the
costs and benefits of actﬁal recent changes in organization
fof foreign policy will be undertaken. Examples of such
changes are the evolution of the NSC from 1960-1974; the
transformations of the foreign aid program, 1949-~1962;
changes in the State Departmént associated with Under
Secretary Crockett; creation of‘the CIEP. To each of these

cases, three main questions would be posed:

Approved For Release 2002/11/22 : CIA-RDP801101133A001000060015%6  ~
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.  What benefits were anticipated from these changes?

. What benefits -- and what costs -- were actually
experienced?

What general lessons for organizational change
can be derived?

B. The Adequacy of Current Organization

The Commission must obviously attempt to assess the
adequacy of current organizational arrangements for the
conduct of foreign policy. It cannot conduct research on
all such organizational arrangements, however. To supple-
ment other evidence concerning the manner and effecti&eness
with which the government manages the wide variety of
foreign policy problems, the research program expects to
examine in detail the adequacy of current organizational
arrangement with respect to four or five foreign policy
problems of the highest priority. The purposeyof each
such study is to determine whether current organiza-
tional forms, jurisdictional lines, staffing patterns and
operating procedures are fﬁlly effective, and to suggest
whether specific alternative arrangements (Qrawing especially
on the models outlined in paper I.F) might improve matters.

The studies in each such area will proceed by examining,
as nearly as possible,.all major decisions made by the U.S.
Governﬁenﬁ of a particular kind\over roughly' the past

five years. This procedure will present for review a

Approved For Release 2002/11/22 : CIA-RDP80M01133A00100006001556 ~~— ~~ "~ ~
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history of policymaking which will include cases of crises
as well as routine decisionmaking, issues resolved at
departmental as well as Presidential levels, and successes
as well as failures. The decisions which, in retrospect,
had unfortunate or unexpected results will be compared
with those whose consequences were more favorable or more
clearly foreseen. These comparisons will seek to illumincte
the causes of inadequate performance and to identify bhoth
the organizations and the functions (collection of informa-
tion, development of alternative courses, etc.) which
appeared most in need of strengthening.

The particular foreign policy problems tentatively
chosen for such intensive reviews are the following:

1. The Interaction of U.S. and Foreign Economics. In

addition to such issues as the U.S. textile dispute
with Japan, 1969-74; preﬁaration of the 1973 trade
bill;Aand U.S. actions respecting the problems of
the international monetary system, attention will
be given to decisions previouély thought of as
béing domestic but which have a major poﬁential or
actual impact on foreign relations (e.g., U.S. crop
acreage éllotment decisions and their relation to

world grain prices).

Approved For Release 2002/11/22 : CIA-RDP80MO01133A001000060015-6 ~
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2. National Security Issues. This study will seek to

assess the adequacy of current arrangements for
balancing the full range of relevant considerations -~
foreign policy implicaticns, economic and budgetary
impact as well as national security requirements =--

in decisionmaking with respect to defense budgets,
weapons acquisition,»base requirements, troop deploy-
ment, strategic doctrine, and the preparation of
positions concerning international arms limitations.

3. Coordination in Complex Settings. This study will

examine the capacity of the U.S. to maintain coordi-
nation between a large number of policies impinging
on a single foreign state, or region. It will both
survey the totality of U.S. foreign policy activity
with respect to a single region or small sct of
countries (e.g‘, the Federal Republic of Germany,
or India and Pakistan) over roughly a five-year
period, and examine in detail a case in which the
combined effect of U.S. policies had important
unintended consequences (e.qg., pressure on the
Erhard regime just before its fall).

4, Multilateral and Global Issues. This study will

review recent U.S. actions with respect to the diverse_

but increasingly important issues which are inherently

multilateral or global inr§¢ope. Often, they present

Approved For Release 2002/11/22 : CIA-RDP80MO01133A001000060015-6 =~~~ ==~
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both aomestic and foreign policy implications,
cross traditional jurisdictional lines, and involve
impoftant technical components. Such issues include
the oversight of multinational corporations; deter-
mination of seabed policy; and actions respecting

world environment, population, and food production.

C. Minimizing Irrationality

Recent work in several disciplines provides new insight
inte the tendencies of personal and burecaucratic factors
(and in the case of crises, physiological and additional
psychic factors) to distort the judgemeht of decisionmakers.
Drawing on recent work in the political, behavioral and
psychological sciences, this study would addrzss two
Questions: (1) to what extent are current organizational,
procedural and staff arrangements unneéessarily vulnerable
to such pressures; (2) what alternative arrangements might
either shield decisionmakers from such pressures or open
their deliberations to others less likely to be affected by
- them? Answers would be sought as to arrangements both for

response to .crises, and for more routine decisionmaking.

D. The Conduct of Routine Relations

The adequacy of current organizational arrangements to
manage major decisions concerning priority issues requires

the closest attention; accordingly, that problem forms the

| Apprbved For Release 2002/11/22 : CIA-RDP80MO01133A001000060015:6 =~~~
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focus of much of this study program -- especially in the
various studies grouped under IT.B. But most of the time,
most of the resources devoted by the U.S. to foreign
affairs are engaged in far more routine activities, and
thesce quite substantially shape U.S. fofeign relations,
especially with nations and régions of secondary strategic
or cconomic importance. This study is intended to assess
the relevance and utility of these more routine activities.
It will also examine the degree to which U.S. "policy" with
respect to a lower-priority region actually governs the
day-by-day handling of commodity agreements, expropriation
problems, fishing disputes, tariff and trade questions, and
the like, and the role of private U.S. citizens and organi-
zations in U.S. relations with the countries selected.

The study will address those questions through a close
examination of U.S. relations with several Latin American

naticns over the past 6 or 8 years.

E. Resources for Foreign Affairs

Beginning in the summer of 1974, after all other
Phase II studies are well underway, this analysié will
seek to draw from their findings indications‘of ways in
which the personnel systems upon which U.S. foreign rela-
tions are founded and the budgets which support the conduct
of thoée felations might be adébted more effectively to
their purposes. The study will be divided into two parts,

approximately as follows:
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Personnel. This substudy will review the functions
overseas representatives and their home agencies
actually perform, and those which prior studies

suggest as most important and least adequately

-performed. Conclusions will be derived concerning

the skills, perspectives, and incentives a foreign
affairs personnel system should provide, and

changes in recruitmnent, training, carcer-paths or
organizational structure which might most effectively
produce them.

Budgets and Resourcc Management. This study will

investigate how policymaking and resource utilization
might be better meshed. Supplementary questions
include how levels of support for given functional
activities might be better déveloped in an overall

context, and whether some form of more coordinaged

budgetary process in either the Executive Branch

and/or the Congress might be helpful.

Approved For Release 2002/11/22 : CIA-RDP80M01133A001000060015-6 = -



| 16
Approved For Release 2002/11/22 : CIA-RDP80M01133A001000060015-6
PHASE TIT: INTEGRATION AND PREPARATION OF CONCLUSIONS

The contents of this phase, to begin in September 1974
and continue until the completion of the Commission‘s final
report in June 1975, cannot now he fully specified, but
three main tasks will be performed:

1. The lessons learned from the studies, the
Congressional interviews, the conferences,
hearings, and other Commission activities will
be drawn together and recast into categories
appropriate for general conclusions.

2. Supplementary studies, additional conferences,
hearings, and other activities will be undertaken
to prepare recommendations responsive to those
conclusions.

3. Impediments to the implementation of those
recommendations will be assessed; means of
addressing them explored, and modifications in

the recommendations considered.
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